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PRO3LIMS OF PHRSCTNEL MANAGEMENT
o THE
CENTRAL INSHULIGENCE AQERCY
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PURFOEE OF PAPER

The purpose of this paper is to list some of the special
persomnel zansgement problems, shidh, 30 & great extent, eye unigqw
to CIA. MNost of these problass sre created by the Agemev's basle re-
quirement for security. BNo attoupt is made to discuss prepent or jxopose
means of solving these special problems.
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SECURITY CLEARANCES

The requirement of apecial seeurity clearsnces for all persomrel
enployed by CIA causes major recruitment problems. All reeruiting =ust
be dcne from at least four to siz months before sslected appiicantis can
be aspigned to any duties in the Ageney in order to provide time t@w cbmir
security clesrances. This additionel time added to the normal leaé time
for processing, truining and development sctivities requires the Apondy
to anticipate its special as vell ss normml reguirements far in advanes
of its needs. Alse, the time required for security investigation gives
CIA & decided disadvuniage in competitive reeruitment, pertieularly in ise
of full employmeat. ¥e losie to infustry and to other CGovermment ajeneics
many good proepects whe want to go to vk immediately after gradustion
from sehool. Cthers demsnd & fim comitment for emplogaest when {hc

Job iz offered.
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PUBLICITY IN RECRUITHMENT

If persons employed by the Agemcy are to bave maximu: usefulness,
it is necessary that they be reeruited vwith minimm publicity. Re-
eruiters are seversly limited in whet information they esn diwvulge tbout
the Agency's organization end operations, end in many instenees it ray
be saild that the recruiter recruits i the dark” becauss ipformatiin shou.
certain operations cmmot be divulged to those who participete in om-
taeting and interviowing cendidsies.
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DIVERGE GHOUPE OF PERSORNEL

‘The eamplexlty and nature of ¢he mission of CIA ereaties special
personnel regulrements which gsuse problems in the deveiomwnt and
effective utilizetlon of & work fores. DBecaunse of the varied nature
of our personnel requirements &nd the need for cur perstanel overs:as to
work under cover mm;ﬁmnt: wa have various cutegories of peracmiel
having different legal relationships, privileges, obligetions and sorking
copditions. Phe procurement, treining snd development ¢f such divirse
greaps present problens of admninistirative gonirol and personnel w4 mge.

ment.
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REGUIREMERTS

In addition to the persomiel requiresents dlctated by the carey
concept, CIA bas the unique probliem of aeguiring apd maistaining
sizeable groups of individunls who have highly specialiged skills o~
knowledge in wmisual fislds of endeaver. The difficulty af maintalalng
pin-point expertise, vhich mey be used for & "onseshot’ operatiom or mel
pever be used if the need &oes not paterialize, creates & comstant dilesas.
A good example of this is the nned for pewsons to soguire expert leopucie
and area knowledge of the many little imowm though periodically importent
areas. Even if the knowledge o- such aress should never be required 1t
suast still be kept usable on & simmte's netice in the event the poitiad

wind blows in the directios of that respegtive area.
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TRAINDNG REQUIREMENTS

gSpecial $reining in intelilgence work is not coufined to the
gpecialists and the activists bul must alsd be provided in varying
degrees to those persons who support the svbstantive effert adsinie ra-
tively, %o these who purtisipate in und4r-cover operations, and in roie
coses even to those who work at rudinmentary tasks. This is ecostly .n

temme of time, menpower and monev.
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COMPATIMENTATION

Compartsentaticn, whieh is necessary ia our orgenixstiopal stric@us
in order to conduct our clandsstine activities on tm seed-So~know 348iE,
affects individuals in verigus wuys. The overt sxployse interestod in &
eareer in covert operstions finds it difficult to estimate nis prospecl
ummrmmmemamtmmwmmnmtwwm
the clsndectine side of the orgpaization. The covert eployee mAY beea.e
everly engrossed in the mechanics of elandestine operatiome and lote sizh!
of the oversll objective of the Agenay. The bright youns sas loger his
enthusisam vhen his suggestions snd ideas, vhaieh are alrosdy iB use buv

not generally known for security rensons, are gingerly shelved.
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APMINIETRATIVE "RED TAPE"

The rapid growth of the Agency anf the incrsasing complexity eof
our missicn has resulted in an ozcessive maber of adninsistrative
regulations and proecedures. Fauny individusle who have boeea indepesdent
opevators heretofore feel thet <he Agancy 1s addressing :tselfl %o
adninistrative fumetions rether thar gperations, and fimd it imposasible
to perform in vhat they comsider u bureanaratic setting.
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REQUIRIMENTS FOF A YOUNG WORK FORCE

The problems of personmel merelse, found in all Qoverpaagnt agene . s;
are sggrsvated in CIA by the special need for s young work force. Kaepiig
a youthful work foree snd still Lhiding by Govermment reghilations ol

practices under our democretic A arican system causes maoh: frustration 7or

" the Agency group vhich is responsible for clandestine agt:vitles. (lder

employees, keenly interestefl in iob seaurity, wish to rem:in in the Axeay
mmntil they are eligible to recelve retiresient benefits. aAttrition ¢f
younger sareer personnel in the =iddle and upper grade lovels incretsos
vhen these individuals realize that their ehance of advaacepant to ldsher
gredes is diminished by the fuct thav these positicons are now flllec vy
able men who will vemsin in the .gemoy for many years before retiring.
Among thess are the hangers-on vho are extrenely difffcult to ldetify
and then o separste whea ildentified. Individuals who ars doers in toe
Agency often feel stymiod and reseut, and often rightfully so, the
tendoncy of persons in control piaseclng job security sbove getiing tiw (00
done.,
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DELEGATICE CF AUTHEORITY

The Agenty, like other organizations, slvays feces the ungolved
problen of conferring responsibility downward to the extert necessery W
provide independence and ehallenie %o the able young man. Tais pooblen
of insufficient decentralizetion of suthoyity causes & fairly largs
musber of highly qualified emplovess to bedome &issatieficd with their
perscasl progress and feel there is & lack of challenpe in their work.
They conclude thet work in indusiry o¥ privete institutione will satiafy
their work needs as well as thelr social end commmity nacée end

agpirations.
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receive publie, or in meny casee even family, recogoition irn en under-
lying psychological cause of mapy of our personnel morale woblsme.
Persons at all levels went recogrition and need the satisfection of
being importent im the cyes of thelr families, relatives, friends,
associates and the publie. In sn intelligence agency this is not
possible especially at the working lavel., In generel, it is Grue twi
in CIA the more the individual schieves the less he can talk about it.
Bocial and femily pressures, parsieulariy oa people who have no pleirible
story to tell, are kmown to be the cause of mach personil frustratin
and tension, partieularly true .n the younger axployces end in spetisliste
vho are trained and devoted to usadesic sod seientific pursults.
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CCHMURICATION 10 TH: FPERIPHERY

While eil large and eowplex orgenizations have the prodius of
commnicating up and down the Iint ard laterally, our proi-lwe of
communieatioa to the peripbery 1: agprevated by security fuelors.

Cur restrigticms in cosmunicatia: 50 persons outside apd sside the
Agency csuses special problese of sersenmel morele sa wvell as umusas !

difficuities in recruitiag esplovess.
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1LONG-TIME DEVELOPMENT OF CAREER OFFICERS

The present terrific presmures for curreat intelligence makes “ho
long-time development of many of our potentisl oareer officers impossible.
The increasing nced for -on-tha-spot observers and agent mndlers &res
not allow time to put thess individuals through the step-by-step
Journeyman stages. Young men wdo beecome activiats withont eny exper-ienc?
or training as generalists have lLittile future im the Agengy alter Sy
roach the sge of 45, vhen for mmevous resscns such as healsh, faml.s
responaibilities, ete., many individuals sre mo longer akla to pataw

overneas.
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WORK FRUSTRATIORS O FROFEBSIGNAL SPECIALIETS

Professional specialiste in CIA sre subjeat to certain work
pressures which are mot generaliy characteristic of sosle®ric and
research organizetions. An latsiligence sctivity is geared to o wiry
quick pace and must be flexible enough to meet constantl v eriging hapges
end emergencies. The Agemcy must alveys be aware of desdiines eve.
though this mey occssionally invelve a saerifice in cozpleteness @4
thoroughoess. For these resson: mshy nersons are workins in 2 comtant
atmosphere of deadlines, pricritiss, appreheusions of havipg missec
significant dete, and othexr peychological factors.
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SPECTAL TRAINING ~MD UPIL{2+FI0H OF PROFESSIONAL SPRCITALISTG

| 1t i recognized that the professionul specimlisis wus &l apR 7
their talents to the intelligeic: prafession are a crucial jart of a
intelligenee erganization. Th: uppilestion of talents t6 he veriews
phases of foreign situnciome mzmne tust langusges snd ares howwlelg- i
& requirenent of the highest aader. Tralaing functional mperts ln
language and ares inowledge aal wiso in tae specialty of Lwielligen s
techniques takes time cnd 1c vary costly, Furthermore mediging are-
fessionnl specialists into & vigorous produciag unlt oresioc penpow:r
utilization prodless as wel® as wrobless of personnel moraic. The gmey
must assure these speciulim-e acdemie freedom of inguiry sud still
demand conformity to the poilclés aud precedures of the sgaey & ssmrity
gystem. Determining hov te aeccsplish sffective ulilizetion of aefcwe:

= ok L

and still keep up the morale of the speelalist who puet samntaln &
valuable but wmeed shill &nd at the saaw time direct his activities

in other figida iz 8 posblen: of ==lor proportions.
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TRAINING ITHIN THE AQENCY

CIA bas o uaique probles of having to provide mofessicoal inte 1i-
gence training within the Agency since the doctrine, methods and toe:.
niques of exploiting sources of iatelligencse informegtion ore closal)
guardnd seorets. This type of training 4oes not exist any place excent
within CIA and esannot be dome axternully or be aequired pricr to

entreance on Saty.
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08 OF COVER

A significant facet of the probles of sanpowver utilization ariscs
vhen career officers who heve soeclelized in particulsr rusctions ¢r
geographicel areas or unkswal langusges loee cover and oun no longer

operate in a covert capacity.
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PAPER WOIF LHD COORDIMATION

The enormous amoumt of a2 wark aod seemingly unpeocssery seunt
of staff roview complicate getling the Job done. The fgwmwy ie &lic
plagued %¢ sn inordinate extent with ihe dravbacks assoeianted with
ooordinated papers and group rewcayel, The time end effort requlir:d
to complete a Job discuurages faltlative and eathwclase. Infortossizl;,
some individuals consider that bhe ¢nd resuit does mot Justily the awszs
and often are willing +o scespt polielies oy opamwtions which sre
basicnlly repugnent to the aad thms find themselves cte pvmising haiz
standords and thelr conviebiow .

Approved For Release 2008{0B/27 3 8-04718A002300140002-1




